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ORANDUM FOR: Executive Director-Corptroller 


> Deraty Director for Support 
SURI ECT : Training and Carcer Development 


intrac auction 

This papex explores the relationship — past, present, and projected -= 
between te ining, provided to Avency eniployees and its contribution beth 

to ovsaninational effectiveness and the overall devel Opinent of profassicnal 


cee 


CHA ahr tie 


"nO means derinitive ond cancentrating at this time abmost exclu- 
sively ou those arcas in which the Office of Training has been iavelved 
divectly, this revlew undersceres the need for erealer correiation between 
training functions and actual cverating responsibilities at all levels of 

tha orranigation. Ent it alse indicates that there has, iA fact, beena 
movement toward increasinciy precise use of training by operating corm- 
ponents to rric = yamediate jols demands a2 well as to foster longer-term 


4. 

employee on Lopmient, 
e 

iorg 


wapuorctecriented function within the Apency, 
Te sponded to neesas exprassed by operating 


i decade and a heaif, the Acency was cxpanding, 
tLe 62 rotoye ae Petes Wau culotively youre, funervisory and man. 
personel, Ga well os many officers performing specialiged functions, 
ae a OR presArcncy expe s aa training in carryine ovt dhei- 


i 
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eesponsibilities, Consegucontly, principal training attention was given 
to newly arriving employees, introducing ther to the world of intelli- 


gence and preparing them for their initial asvignments as vperations 
officers, analysts, support officers, ote, 


ouch training as was given to expericnced officers was peared to 
particular job demands and, for the most part, did not pretend to pre- 
pare thern for broader range responsibilities or even to provide an 
expanded perspective within which they performed their specified 
tasks. Althouch a management training capability was developed in 
the mid-1959s, as described in our paper on this subject preoared 
for you earlicr, enrollment in such training was neither extensive 
nor ona systematic basig, 


A marked break in this pattern occurred in 1963, Recognizing 
that junior officers of the 1950s were by then midcarecrists and the 
likely source of a later seneration of senior officers, the Office of 
‘Training introduced the [Aidcareer Executive Deve ic opment Program, 


Yhis nrocram was twofald, It consisted, first, of a six-week 
course desiqned to ‘open up" carefully chogen officers in all Directorates 
the totality of Agency missions and functions; to develop their under- 
nding of the role of intelligence in national security and foreign 
sistioads a and to provide then with an appreciation for the policy-~ 
aan mechanisms of the governinent. 


ee 


The second, longer range phase of the proprarn required thet a 
five-year career developrnent plan be established for each participating 
officer, devised jointly by him and his career service. Such plans 

failed to be implernented in too many instances, however, and this 
gl hase subsecuently was climinated. Experience with thie facet of 
the micdcareer program would apsecar to have important iniplications 
for efforts to relate training to career development through use of 
ganetions and will be treated later in this paper 


Despite abandonment of the dhecinine development" aspect of 
suuidcareer trainings, the Midcareer Course nevertheless rernains an 
effective vehicle for achieving its initially stated goals. More than 
i, 000 officers throushout the Avency have taken this course since its 
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inception in 1953; moreover, it was the first of several courses developed 
in response to changing necds, conditions, and persoaneil patterns with- 
in tho Agency. 


Courses which have since becn introduced include the Managerial 
Grid (1964), taken by more than 2,059 Agency officers; Chiefs of Station 
Seminar (1964); Advanced Manasement (Planning) (1967), designed to 
familiarize officers with the planning, programming and budgeting 
process; Advanced Intelligence Seminar (1969); and Advanced Cocrationg 
Coarse 0970). The Senior Scminar, introduced in the fall of 1971, con- 
stitutes a still further rnilestone by recognizing that midcareerists of 
the 19605 are emerping ag supergrade officers for this decade. 


3. EE astablishing Training Patter: 


AOR ERR Ha mI Hs ne Paitin 


There are now more than 60 different courses, not including foreiga 
language training courses, conducted or administered by the Office of 
Training for the benefit of professional employees of the Agenfy. In 
contrast to the former emphasis on training incoming junior officers,. 
these cousses are designed ta mect the needs of a wide spectrum of 
profeasional personnel, depending on component affiliation and functional 
duties, experience and grade level, and need for broadened outlook, 


Given the number of courses and the multiplicity of purpeses they 
serve, there is genuine need by managers and supervisors -~ a8 well 
#28 individual officers -— for suidance about training appropriate to 
their purposes. 


The Office of Training, conseduently, has developed a "Profile 
of Courses" (seo attachment) to provide such guidance. Essentially, 
it consists of a central core or ladder of six ceurses which, in our 
opinion, should be an integral part of the successful officer's total 
career development. These courses, tour of a general nature and 
two in the managerial field, ave intended to broaden the individual 
officer's scepe while complernenting and enhancing his training and 
experience in specialized areas. Cognizant of your own thinking, 
we are presently examining ways of incorporating manapemeat or 
Jeadership training, ADP orientation, and information sciences and 
technology into the core courses as weil as into selected other courses, 
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It should be eniphasized here that cach carecr service, or cer- 
tainly each Directorate, ought to have a training profile for its own 
olficexs which would mesh with OTK offerings so that the ead result 
would be an integrated training outline serving the needs of an immedi- 
ate oifice as wellas broader Arency needs in terms of employee 
development. ; 


#¢ a, step toward this end, OTR has now categorived its currice- 
lum in the forthcoming cataloy so that officials in the respective 
components and career services will be able te select appropriate 
courses or training packases inare quickly as well as more systemn- 
atically than has been possible herctofore. 


Next, we hope to designate, in coneultation with appropriate 
officials throughout the Agency, training packages or patterns which 
would be regarded as standard, though not inflexibly co, for "line" 
officers in selected career services. Included in such packages 
would be the entire range of training opportunities available from 
OTR, other components, and externally. 


*. Oriteria for Admission to Core Courses 

Goeacurrent with the development of the Profile and catesorization 
af coursea, we also are issuing revised descriptions of all OTR course 
in the forthcoming training catglog. The most salient new feature of 
‘these course descriptions aka enumeration of criteria by which office 
should be selected for enrollment. 


In the cane of core courses, the criteria relate primarily te age 
and grade considerations, to coincide generally with an officer's 
prozress and advancement in the Avency. Such criteria also indicate 
that selection for these courses, after the initial five years of employ- 
ment, should be weighed carefully, taking into account an officar's 
periormance record and potential for further profassional grawth. 


Except for the Advanced Intellicence Seminar, whese nominees 
are screened to agsure an across-the-board "mix" amony Acgeacy 
components, the Cifice of Training has not presumed to control the 
selection of students for its courses. Nor, except in an accasional 
ease of clearly inappropriate enrollment, have we denied a training 
opportunity to an officer whose component insisted on it, 
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Fhere have been, and ore, instances in which we have stimulated 
certain training or experience as prerequisite to a given course. Our 
experience with this practice has not beon satisfactary, however, 
Cperating components, esperially the Clandestine Service for whom 

& large part of OTR trainins is conducted, frequently experience 
problems in providing sufficient lead time for training an officer for 
& projected assignment, Consecuently, requests to waive. prerequi- 
sites are common and, rather than stand by while an officer proceeds 


to an assignment without any anpropriate training whatever, CTR 
has been liberal in waiving the few prerequisites which have been 


established, 


‘Training initiatives and criteria area uneven throughout the Agency, 

varying from Directorate ta Directorate and from branch to branch. 
Ia some cases, the individual officer acts ag his own personnel and 
training officer by seekine enrollment; in others, a conscious Manage 
rent decision is made by supervisors; and in still others, an officer 
is cent to training until a more definitive uce of his time aud services 
is determined, We are neither empowered, nor sufficiently coy- 
nisant of circumstances in every case, to pass judgment on the suit- 

hility of a comiponcnt!s trainine selection practices. ‘he corabination 
of decentralized personnel management and training's status as @ 

support activity are, ef course, major factors in lack of plaaning 

fox training and uniform observance of selection criteria. This 

diversity ia not without its strong points, however, siven the varied 
occupational endeavors in any one carcer service and the opportunity 

for individual officers to demonstrate both initiative and motivation 

voward training as in other matters, 


sy 
ae 
re 


Oe x eae ae econ. 

In penerval, we believe that imposition of training sanctions, tnsofar 
aa officer promotion is concerned, is an unwise and impracticable 
course of action, A number of serious complications and inequities 
would obtain, for oxample, if there were an Agency-wide stipulation 
that officers lacking the Midcarcer Course could not be promoted to 
tr3@14, 

Sirst, as presently constituted, the Midcareecr Course could not 
handle the large numbers of students such a requirement would in-« 
evitably generate. Currently, there are approximately 1909 A gency 
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officers in the G3-13 catenzoxy and a cornpavable number at the GS-12 
level, These officers cons titute the principal population from which 
Midcareer Course siudents are drawn. Againat this povulation, the 
equree was able to accomrnodate 138 officers in FY 1971, During the 
same period, more than twice isis many officers, approximately 295, 
were promoted to GS-14. a oromotiona projected for the future even 
proximate this experiance, lroposition of this sanction would necessi- 
tate drastic alteration im the entire character of the Midcareer Course « 
eantent, cize and duration — and culie probably require the allocation 


ef additional instructional ancd financial resources as well. 


PES 


£23 


Secend, if the Kidcareer Course is used exclusively as a vehicle 
for executive development, functional or cubstantive specialists not 
slated for supervisory or manacerial responsibilities almost certainly 
would be precluded frora enrolilac. For raany officers in this category, 
the course has bean an opportunity far becoraing updated and pro- 
fessionally renewed. Though an intangible benefit, we believe the 
Agency has pained much by enrolling this type of officer in the Midcareer 
Goaurse and, in our opinion, the practice should be continued, 


‘hird, there are sipnificani mumbers of Agency officers whose | 
availab Aue a fer training, in the scideareer Course or otherwise, 
circumecribed by frequent or indefinite assignment away from Head- 
wuarters, While improved managerial planning and practice could 
dirainich this inequity, the fact remains that officers whose agsinn- 
‘vhents involve relatively loncer periodd at Headquarters generally 
enjoy greater opportunity for forrmai training. 


25X1A 


Although no ganction is involved, fhe existlng requirement 
that new professional employoes take what is now called the Intellinence 
and Viorld Affairs Course has met with nvor compliance. In FY 1971, 
only about half the pew professional employees satisfied the require« 
ment; in eavlier years, tha rate was voorer still, due less to the 
individual than to his component which dewmad the course unnecessary 
or the employee's services Inuisnensable. In civcurnatances such as 
these, ond they annly to other courses as well, the question arises as 
te whether the individual ought properly to benr the penalty of sanctions. 


sanctions, we think, would create ¢ 
oiiecery whe successfully completa 


pias over, the exts ence of 
nigh degree of ex spectation ATS 
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training required for prornotion, Many officers who had been selected 
for participation in the Midcareer Executive Dovelopnmient program 
were severely disappointed when toe fivesyear plans establiahed for 
thely professional development were not iraplemenied, Many returned 
to the same positions from which they had been selected or otherwise 
failed te achieve any recocnizable career ‘development’. Ag meniioned 
earlier, this critical phase of the midcareer program had to be aban- 


The Agency's experience with forcign language sanctions is probably 
fhe mast well-kaown case aia Bee idea pone awry. Waivers to foreign 
lancuage position requirements overseas have been used with such 
yvayianee ag to make them wieaningless. Officers failing to meet, Asay, 

a foreign language competence level of 3 as demanded by a given position 
have been assigned to the jab, nevertheless, on the grounds that having 
some competence aad would eventually achieve the level designated, 


Sanctions are effective in sepeneee circumstances, however, 28 
in the enrollment of C3 sh ee in the Chiefs of Station Seminar prior 


to their assuring such position overseas and in the cases of Agency 
fficers headed ior high xv ine ateas abroad taking the Riek of Capture 


The acid test of sanctions almost certainly is the demonstrated 
value of training, in avery pragmatic way, to a particular function 
or undertaking. Consequently, we are increasingly cencerned about 
‘cedback mechanismia throurh which the applicability and validity of 
ny may be ascertained. We have begun a medsat effert in cevelop- 
and using such mechanisms, but the pregtam is still very rauch 
embryonic stage. ve intend to pursue this matter further. 
:ce validity is clearly established for a particular course or training 
program, the question of iraining sanctions in velation to particular 
agsionmenta can be entertained more seriously than we think ia new 
possible. 
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Although the validity of many of cur key courses has yet to be 
established definitively, there ia no question that eeveral cf therm 
have fostered considerable competition for enveliment,. Vhe Basic 
Operations Course has been, said centinues to be, regarded, within 
the Clandestine Services us absolutely essential training for the juror 


Peers 


operations oficer, Enrollment reyularty is oversubscriped, 
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The selection process throughout the Agency fer the Midcarcer 
“Course is still such that with rincr exceptions components choose 
the most hichly qualified officers avaliable, Competition for enroll- 
sient iu the Advanced Intelli:cnce Seminar is similarly intense, forcing 
components te muke qualitative judgments about the suitability of their 
ennlidates, We anticipate thot as they become better known, the 
Advanced Oives ations Course and the Senior Seminar will join those 
courses whose reputations prcimpt a heavy flow of candidacies and 
thus provoke a kind of winnowing process without the forimal discipline 
imnvosed by sanctions, 


sroaches 
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Gmuce the Agency agrees on a profile of courses and we are able 
to compose training prototypes for representative officers within the 
various Directorates, we believe there will net be scrious need for 
tyoining sanctions. Agency management would have typical prafiles 
apaiast which to judge whether at a given level an officer had been 
sreneriv trained. Moreover, we believe that diatinct allowance must 
be snede fur an officer's develovincnt Uwough experience in ways which 
fern a training cannot hope to provicie. 


it may be possible, aud we are pursuing this proposition, to prove 
by an audit of personnel and training records that officers who are 
rolletrained move ahead more quickly than ones who are net. While 
ich advancement might be due equally to other factors, suchas an 
icer's own abilities and ambitions, realization among his colleagues 
ais well-teained will never the elesa arouse more constructive 


ae 


‘interest in training than is [icly to be achieved by sanctions. A case 
in point is the decision by the Anency, in 1956, to end the Junior 
Okficer I ‘rainins Program's exclusive veliance on external applicants 


ao & source of manpower. Lnis decision resulted not oaly frorm the 
Program's reputation of recruiting highly qualified people, Lut also 
froom the belief widely held in the Agency that training provided JOTs 
fand later Career Trainees) cnnanced thelr career prospects. 


Ve Component TP gaining OMicers 


fact pained eat Ge Scans oS 


& key improvement, im our estimation, would he the integration 
ot training with personnel maniuseient willin the several career services 
arML Qperating cemmponents suicadiy, acide fram the Gbviows need to 
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make senicr managers more teaininy conscious, thig should consist 
of an upgvading of the role and qualifications of component training 
officers and their inclusion as members of career service boards, 
This is already much the case in the DDL 


There are few full-time training officers in Agency components, 
but where they exist, aa in the Office of Communications, Technical 
Services Division, Office of Logistics, and National Photographic 
Interpretation Center, among others, they perform an invaluable 
service and carry considerable weight in terms of personnel manage- 
ment. 


At present, there are approximately 50 component training officers 
plus five Senior Training Officers. These individuals range in grade 
frora GS-08 to GS-16, hold varying types of jobs, with wide arcs of 
yesponsibility, with extremely different "charters" from the office 


’ 2 


director or division chief as the case may be. 


Not only are most of them part-time training officers, but they 
tend to be administrative or support personnel with neither substan- 
tive experience in the componenis in which they are sesving mor 
with fic sthand knowledge of training functions and curriculum. T he 
Office of Training briefs newly-appointed training officers and con- 
ducts annual orientation programs for all of them, but such procedures 
yeally are not sufficient to overcome the built-in inadequacies of 
‘the syatem cited above. Consequently, we believe a very basic 
change of managerial philosophy and practice is essential in this 
area if tvaining is to become a significant tool of personnel manage- 
raeant and development. 


A less sweeping, but nevertheless important step would be increased 
smphasis on the training cection of the Field Reassignrent Questionnaire, 
Additional stimulus is needed for supervisors and affected officers to 
give considered thought to training requirements and opportunities when 
planning veassigninents., ‘Chis would necessitate the availability of 
some version of the training catalog overeeas, presumably in an 
abbreviated and sterilized edition, The need for this was emphasized 
time and again to the DTR in his recent visit to 11 stations in the Par 
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iu view of the circumstances described in this paper, we believe 

taere are a munber of steos which already have been taken to promote 

a 6 seal integxyation of training with career develoument, Primarily, 

these consist of a system of core or indder courses intended to com-~ 

plement and enhance training which a professionali officer receives 

im bpecialized fields. Wt includes also a more precise statement of 

selection criteria and a catesorization of OTR courses which ought 

to make casier the selection of appropriate training for a given officer. 
ither ateps which ave contemplated ov recommended are the 

development of prototype training packasas for "line" officers in the 

various Directorates; an audit of personne) and training records to 

cetermine li well-trained cafficers do in fact advance more quickly 

in the Agency; efforts to ostublish validity of trabiing programs by 

use of imoroved feedback mechanisms; strenethening the role of 

the component training officer; and giving increased attention to 

trad ning considerations as part of career service board deliberationge 

completion of the Field Reassaignment Questionnaire. 


We believe that with constructive progress tn these areas there 
would be little need for treining sanctions, 
25X1A 


PUGH PT, CUNNINGHAM 
Uirector of Training 


Att: Breflle of Courses 
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This Profile of Ceurses is offeved to all Agency managers and 
supervisors as muidance for planning a reasonably systematic, yet 
flexible, training program for the professional development of their 


This approach does not constitute a radical shift in Agency train 
ing philosophy or content. Mather, the Profile categorizes courses 
and other training apportanities into a cohegive pattern to permit 
pene for iramediste needs te be deterrnined within the framework 
cf a total training plan for an individual's career. Used in tits 
fashion, training can be a sisnificant tool in car cer management, 
assentlaily, the Profile consists of five categories of training 
available to Avenucy employees: 


re UYGELALL of broad spectrum courses conducted 
not ‘paanine fov Glitcers of all Directorates; thease 
e os activities, problems and broad managerial 


ieracions: the tatellivence conununitv; U.S. foreign policy; 
international and domestic factors which affect U.S. foreign 
alicy, interests, and intelligence activities; courses in this 
calegory are recommenrnicd at specific stages of an individualls 
carcer, por nas with the initial stage of omployment and 
yeequedime at tiexkble intervais of 5 te 10 years and with in- 
greasing sophistication to middie and senior levels of respons). 


fv using trainion as an iustrumient of carecr development 
s Operating coroponents should mesh these core courses 
with opectalined training re nsies ents established for theiy own 
onnel, tUsedin this mannex, the core pragram provides 
favalvable backcround font an employeals professional growth 

in the Apency; through constant undating and modilicvation these 
ccurage enucaver ta provide perspective and to be inforrnative 
Asd thourhe oravaking; they ordinarily do not provide training 


a ke 


specitic ekills, however, 
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geral sk ene training eNeovided by the Office of Training 
fox application ee courses in this calegory typically 

ase oifered to employees in all Divectorates, to be taken when 
aver naeded in terms of a iob demand not peculiar to one 

ctorate or component; these include supervisery, managerial, 


eling, writing as well as other skills, 
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C. Special skills including component training: 

1. courses in this category offered by the Cffice of 
“veining normally reicte to a particular job demand within 
a piven Directorate, but occasionally may have applicability 
ie other Directorates as well, as in the case of individuals 
from various components who are designated te serve 
ebroad with the Clandestine Service; these courses are 
deseribed in detail in the section of this Catalogue entitled, 
‘Speckal Skills Training", 


2 tvaining conducted by components other than the 
Office of Training usaslly consists of specialized courses, 
primarily for thelr own employees but in many instances 
for others as well; arnong these components are the Cffice 
oi Plaaning, Prorraviming and Budgeting; Domestic Coatact 
Service, Wational Photoeranphic Interpretation Center, 
imagery Analysie Gervice, and Office of Econornic Research 
in the Directorate for Intellicence; the Far Kast, Technical 
Ghevices rae the Clande same, 
rvice; Sorcica Miseile and Space Analysis Center; Uifices 
f Klint, Selientific Intelligence and Comouter Services in 
S&T; and the Offices of Communications, Medical 
vices and Sacuriiy among the Support Hervicea; the 
ate for cckence and Tee chnology also conducts @ 


selected officers; coreral of these courses merit considera- 
tion for officers agsinned to components other than the one 
conducting the trainin; they are described in the section 

ef this Catalogue entitled, 'Coraponent Braininag 


enal ivaining ia a wide variety of programs; thio is 


osierad to soieag aaa when, imine jadgment of Agency offieialns, 
cwoh twaliaiag is vejarded as valuable in terms of both geuecral 
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ee and specialized need and is not available within 
the Agency; arnong the many Hill- and part-time opportunities 
in this category are the senior service schools, Federal ine 
titutes, management echools and programa, academic pro- 
grams at colleges and universities, and training activities 
conducted by military, comumercial and industrial facilities. 


E. .Poreion language training; internal, external or overe- 
5025} foreign ‘language: mastery is a desirable skill for all 
Agency personnel but indispensable to those who expect to 
sexve abroad; the Gffice of Training conducts or arranges 

pee grams designed to achieve for the individual officer a 

lifetime career goal of speaking or reading two foreign 

languages at an intermediate (or 3) level; depending on the 
officer's aptitude, language proficiency at EOD, and the 
advantage taken of overseag assignments as long as three 
years of training may be required to achieve this career 


ifetime goal. 


ve Gi 


Sach of the catepories described above hag a corresponding section 
-yithia the body of thie Catalosue containing individual course descrip. 
tions arranged alphabetically by title. Managers, supervisoxs, anc 
training officers throughout the Agency would do well to gain a thorough 
knowledge and understanding of all categories of training avallable =~ 
within the Office of Training, iu other Agency components, and 

asternally — and to use this resource in planning the professiona! 
developrnent of their employees. | 


The Office of Traininr, recognizing the rapidity of change in 
virtually all facets of the Avency's responsibilities and concerns, 
is atriving to assure that training opportunities are current, pertineat, 
and forward looking. ‘To that end, suggestions and cooperation from 
operating officials and students are continually and earnestly sougat. 
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